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CUTLINE OF NOTES

I. Introduction - Basic Principles of Centralised Administrastion

A, Effsotive administration is 90 per cent in the people
you have and 10 per cent in your organization of them

E. Eoonomies that result from centralized sdministration
C. Spscislists should perform the work of their speclalty

TI, Concept of Centralized Administration in an Intelligence Organization

A, BEasie structure of CT

B, Tespansibility for proper orzanization and staffing to
aghieve support

C. Parallsl with Army structure

T's Limitstions on administrative offices in an intelligence
organization

. The responsibility for proper coordination in suppert
functions

171, Personnel

A. Responsibility for initiating policies thal recruit and
develop employees ,
1., Obligation to satisfy organization's manpower
repirements
2., Indirect responaidbility for Agency morsl
3, Responsibility to promote fullest development

of sach individuasl
L. Responsibility to build up a career corps

F. YHeocessity for standardiisation precedures
C. ‘“Wage and Classificstion Division
T. Training
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IVs
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Vi,

SECREY
“erarlly Inforronline
Finsnce
4. Prineciple of maintaining adoquate budzet and aceounting
controls

2. Conformity to jovernmental fiscal procedurss

e Trineiple of internal eudit
Security

£, Temtrictions 1t places on sffective administration
e TPagle oryenization of security in CIA

C, Telation of security to persimnel

Proourement

Operational planning cannot exist without proper consideration
of the existenge of logistical support

Man apement

£, Tlamasion of Tunctions of our Hanagement Analysis Uffice
{orranigation md mothods)

Be Contimuous self~examinstion
C. TUse of the sudlt a3 a manepement tool
Summery ond Conglusions

Seturity
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Y. THTRODUCTION

There arc some besie principles of gentralized

mi%tr*tim that apply, I found, whethiey you are
&, goveranent, or in intelligence, I
am & banker on leave of sbsence, and I did know those

principles were effective when I was s Senlor Vice
President of the National City Bank, I have learned,
after a 1ittle time in this intelligence business,
that thay work here too,

Ls Effective administration 1s 90 per cent in the
le you have and 10 per cent in your organie
sation of them, '

{prscuss)

Be There iz an economy snd contyrol that results
from mga&iué pistration. For exsmpls,
it s pointless ha a covert personnel

office compete with an overt personnel office
for the seme individual, It is insquitable
to allow cne office to psy more than another
to individusls who have equal swounte of
responsibility,

(rIscuse)

C. The individuals mairing up sny organization are
spegialists in separate and particular fields,
Your orpanisation should, therefore, be arranged
so that these apocislists can perform the work
of their specislty, For example, speclalista in
proguremente-not specialists in intelligence
eollection-=should do the buying, Lawyerseenot
finmce menw-should make the legal decisions. ete,
{rIscus:)
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Approved For Release 2001/03/02 : CIA-RDP78-04718A000400230001-3



Approved For Release 2001IO3IOWDP78-O471~8A000400230001-3

Saxriry e BB

IT. CONCEPT OF CENTRALIZED AIMTNISTRATION IN AN THTELLICENCE
CRGANTIZATECH

A+ Bere in thc CIA we have cne gentral body that is
sharged with providing over-all administretive
support, It is probably the one part of the whole
organizstion that has 2 strudture that isn't
secret, Obviously, one of its divisions deals
with people, a second with money, and a third with
things., Actually, it is divided up into a Persone
nel Office, » Finance Office, a Security Cffice,

& General Counsel's (ffice, a Auditorts ffice, a
Genepul Services Office, s Medicsl Office, md a
Provurement an- Supply Office,

(pI8CUSS)

B, Yow if centralized administration is to be respone
gible for over-sll administrative support, it is
nscageary thet there be proper orgsnization and
staffing to achieve that support, This means that
thers should be one strong central administrative
unit, Seoret operations may require their own
separste administration, ut there is no resson
vhy such sepsrate administration should not be
nade responsible Lo and coordinate under a common
genersl administrative head. It is only through
such organization that central administration
osn sccorplish its missions of supporting an
entire organization and of providing its special
abilities to covart offices mnd can adequately
insure 2 oroper review of expenditures,

(p18cuUss)

C. Organization and staffing has been developed in
the CYA along the lines of ihe Geh structurs of
the Apay, '

De Mot important in the gcncept of the task of the
admindstrative offices are the limitations upen
them. Only the head of un intelligence oraniza-
tion should imposs restrictions of an administrae
tive neture over the substantive and operating
offices, and edministrative officials must enforve,
but mey not enlarge, these restrictions, Adminis-
trative officiale are in being in order to relisve

- ] oy TR EY
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all operating officers of as much of the business
and sdministrative detail, involving men, money,
end materiel, as is humanly possibls.

{D18CU8")

E. The senior personnel in centralized administration,
as well as being responsible for proper organisation
and staffing in order to echieve aiministrative
suppert, rust insure proper coordination in accom-
plishing it, They camnot, for example, permit two
to perform
miszgions which could properly be accomplished by one.

. (DI8CUSS)

25X1C
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PERICHNEL

1T,

A, One of the off-hand cbservations made before
was that effective administration is 50 per cent
in the peopls you have and 10 per cent in your
orgepization of them, The office in centralived
sdndpistration that is responsible for the 50 per
cent part of this equation is the Personnal Office.
It mest inltiste and carxy out the programs that
recyreit and develop the many personnel of highly
spacialized talents that sn intelligence organi-
sation requires,
{DISOUSS genersl responsibilities of a Personnel
offiee, i.e.,

1., Obligation to satlsfy organization's
manpower irements (Persomnel
Frocurement

2. Indirect responsibility for Agency
moral (Personnel Relations)

3, Responsibility to promote fullest
development of each individuasl
(Personnel Evaluation Program)

Le Responsibility to build up a corps
of well=qualified men, interested in
maicing intelligence thelr life work
(Career Service)

5, Responsibility to put each individual
in the %a’b for which he is best
suited (In Service Placement)

B. It would be impossible to manage or sdminister
5, such as personnel procurement, persomel
relstions, personnel evaluation progran, career
service, and in serviee placement, without stendar-
dized procedures,
(pI8cuss, i.e., the necessity for stendardised
progedures to permit treatment of sll employees
sguitably, ete.)

Cs A good exmmple of how much importance we attach to
the necessity for standardiszed procedures is shoun
by the fact that we have a Classification and Wage
Mivision within the Persommel Office, This Iivie
sion has the assignment of sssuring that employees
are padd in sccordance with the responsibilities
they assume.

(D18CUSS)

SECRE
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T, In order to promote the fullest development of
emch individual, there has to exist within the
organisetion an Cffice of Training,

{p1scuse)
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IV, FINANCE

&, The fiscal responsibilities of CIA--bhudgeting

soms of the technlgues and methods that are
employed are unljus and, in some imslances,
unppecedented, the fundamentsl principle of
maintalning adequate adge s m& sseoun ting
eontrols snd sudit programs has always been
followed,

(DISCUSS how the budgets are prepared for esch
saparate office, estc,)

B, Despite the fact that many of the flscal problems
of BIA do not lend thomaglves to governmental
propedures and methods, the Ageney has contirmed
to adher to jovernment fiscal practices and
regulations to the maxddmam extent possible,
{DIBCUSS how we belleve uniform and standardized
prosedures are important)

¢, The covert fiscal transestions are not sudited
by outslde examiners (as in the less secred
governmental organizations). However, CIA has
faken sppropriate steps to asseore that all
transactions recoive a commerolal itype compre-
hensive internal smudit,
(D28CUSS how both in a benk and in intelligence
agency this plan is a fundsmental one, ete,)
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V. SRECURITY

A, Security is the atmosphere in which intelligence
organizations mwt live, Thouph burdensome and
potherscme, security ls oritically essential to
the effective existenge of amy intellipence gsystem,
8ince it is enforced through restraint and controls,
1t hobbles operations h st as 1t safepmerds end
resulis, ,
(DI3CUSS, for example, how security elearance delays,
impedes, and restricts personnel protursment, but
how %ﬁ aspures that the ‘geney is not penetrated,
ato, ) _

B. The problen of security le regarded as & problem of
attaining maximnm effectiveness without relaxing
security restrictions and of maintaining maximam
security without beconig handenffed by restraints,
{DI8CUSS in connection with how we are organized,
i-‘e"

1. the Security Uivision which concerns
1tself with physics) security, .personnel
gecurity, and the polygraph operaticn
n, the Mvision of Counter Intelligence
4hich checke on subversives 1n our
organizpticn )
, the Special Clearance Division which
~ handles all field investigations, .
We believe that whils Iinvestipations, poard systems,
protective devices, amd document controls provide
saferusrds, the nltimate security is the disoretion
in each individual employee.)

0. Relation of seourity to personnel.
(DISCUSS, i#., how these two are interlocked and how
the effeciivenass of security is dependent upon the
effectiveness of personnel; for example, how & small
turn-over of parsonnel would he peneficial to the
gesurity of the Ageney.) ‘

Sty i
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Vi, PROCUREMENT

tional planning canmot exlst without proper
consideration of the existence of logisilsal support.
(DISGUSS how this problem extends %o a full appreciae
tion by planners of the importance of an advance
guarantss of adequate materiel support _for any pl;m,h
and to effective, prompt, and sufficient procurement
for that plan.)
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VIt. MANAGEMENT

A. The senior officers in centraliszed administration are
charged with establishing snd maintaining a continuous
progran of mansgement snalysis and improvement, With
ug, this has heen sccomplished by the Office of
Orgsnisation and Methods.

(DISCUSS in comection with the dollar savings this
0ffice accomplishes)

B. The directing staff in centralized & “nistration must
gontinnoualy submit itself and its operations to
eriticnl self-examination,

(DISCUss)

C. Though axperience points cut that unethical finanelal
practices will not be followed by most cmployees, even
where there is no restraining influence in the form
of an audit, instances of sbuses do increass vhen
thewe is a lack of inspection, In any intelligence
organiszation which is widely spread out, there is a
drect relationship between financisl objectivity and
inteprity and onerational objectivity and sscurity,
Tt ie essentisgl, therefore, that the audit be used
&5 a nansgement tool,

{p18CU8s)

/
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Sqcurity fofemation
VIII., SUMMARY AND CCNCLUSICNS

A, There cennot and should not be over decentraslization
of administration in a centralised intellizence
service, Uthemsise, control is lost,

B, A standsrdization of procedures is &ll important in
a centralized adwinistration,

C. "Finanoe," together with its slly "Audii,¥ is an
impertent mechanism within any centrslized program
of administresion. Finanee should include proper
budget planning.
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